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1 Editor’s Note / Dave Ulrich 


3 Continuity and Change in the Evolution of Work and Human Re- 
source Management / Bernard M. Bass 


This essay is a brief review of the evolution of work and human 
resource management, an evolution that parallels the development 
of civilization. The author finds that both continuity and change 
are apparent down through the centuries in the role of work in 
society and in its management. It is hoped that examining the past 
may help human resource managers to frame the issues involved 
and the expectations of future developments. 


When Organizational Relocation Means Family Relocation: An 
Emerging Issue for Strategic Human Resource Management / 
Marian B. Lawson and Harold L. Angle 


Relocations of entire organizational units raise special family ad- 
justment issues. This article reports on the reactions of employees 
and their families to such relocation. The authors found that em- 
ployees’ adjustment was more strongly related to nonwork and 
family impacts of the move than to factors in the workplace, and 
that adjustment was more difficult for families inexperienced in 
relocation despite extensive company assistance programs. 


Human Resource Strategies and Contingent Workers: The Case of 
Safety and Health in the Petrochemical Industry / Thomas A. 
Kochan, Michal Smith, John C. Wells, and James B. Rebitzer 


One of the most important economic developments in recent years 
is the growth in the number of temporary and contract employees. 
Little is known, however, about the implications these contingent 
employees have for human resource practices. This article presents 
the results of a study of one group of contingent workers, contract 
workers in the petrochemical industry. The primary concern of this 
study is the consequences contract workers have for safety, a hotly 


debated and politically charged issue in an industry where safety 
mishaps can have catastrophic consequences. 


Diverse Approaches to Managing Diversity / Catherine Ellis and 
Jeffrey A. Sonnenfeld 


Against a backdrop of vhilosophical and political debate, this arti- 
cle reviews the emerging pitfalls on new corporate diversity pro- 
grams. Three pioneering corporate programs are examined closely, 
and a discussion of the purpose, the process, and the impact of 
these programs is offered. 


Outside Director Compensation and Firm Performance / Paul 
Hempel and Charles Fay 


Compensation given to outside directors has come under increas- 
ing scrutiny; however, little empirical work exists which examines 
outside director compensation. This study of more than 225 major 
corporations over a five year period indicates that the number of 
board meetings and the size of the company are major factors in 
outside director compensation levels, while organization perfor- 
mance and Chief Executive Officer remuneration do not appear to 
be significantly related. 


Waiting for Innovation in the Human Resources Department: Godot 
Implements a Human Resource Information System / Ellen Ernst 
Kossek, Willard Young, Debra C. Gash, and Victor Nichol 


The implementation of a new human resource information system 
presents a maje’ form of planned organizational change for the 
Human Resource Function, yet little research has been conducted 
on this issue. This article presents a longitudinal case study of the 
reactions of the Human Resource Community in a large energy 
company to the planned implementation of a new corporate hu- 
man resource information system. 


Executive Forum 

Developing Leaders for the High-Performance Workplace / 
B. Joseph White 

Book Review 


Service Breakthroughs: Changing the Rules of the Game, by James 
L. Heskett, W. Earl Sasser, Jr., and Christopher W. L. Hart / 
Reviewed by David E. Bowen 


Bookshelf 
Publications Received 


177 | 


Issue 2, Summer 1994 


181 
183 


189 


213 


239 


261 


Special Issue on Downsizing 
Kim S. Cameron, Special Guest Editor 


Editor's Note / Dave Ulrich 


Guest Editor’s Note: Investigating Organizational Downsizing— 
Fundamental Issues / Kim S. Cameron 


Strategies for Successful Organizational Downsizing / Kim S. 
Cameron 


This article reports the results of a study of 30 organizations that 
engaged in downsizing over a four-year period. The study ques- 
tions are discussed; three main strategies for downsizing are ex- 
plained; the managerial actions to overcome the negative effects of 
downsizing are enumerated; and the best practices of successful 
downsizing firms are presented. 


Organizational Downsizing as Convergence or Reorientation: Im- 
plications for Human Resource Management / Sarah J. Freeman 


This article proposes that there are two basic approaches to organi- 
zational downsizing: downsizing as reorientation, which is the 
proper approach when organizations undertake major downsizing 
programs, and downsizing as convergence, which is part of con- 
tinuous improvement. Each of these approaches to downsizing 
involves a particular pattern of downsizing tactics, implementation 
processes, and organizational changes. Both approaches are dis- 
cussed, and the differing implications for human resource man- 
agement in the implementation of each approach are presented. 


Better Practices in Managing Layoffs / Daniel C. Feldman and Carrie 
R. Leana 


Eight case studies are presented that illustrate “better practices” in 
how layoffs are managed in organizations. These examples incor- 
porate many policies, programs and provisions initiated by compa- 
nies in dealing with downsizing; they also highlight the benefits of 
collaboration among downsizing businesses, public sector organi- 
zations, and unions in helping laid-off employees adjust to unem- 
ployment and obtain satisfactory reemployment. 


The Role of Mutual Trust in Effective Downsizing Strategies / 
Aneil K. Mishra and Karen E. Mishra 


Several factors that explain differences in the downsizing strate- 
gies utilized in organizations are examined in this study of 91 orga- 


nizations in the automotive industry. The authors report the fol- 
lowing findings: mutual trust within a top management team is 
positively associated with a strategy based on organization re- 
design; mutual trust between members of an organization and its 
key customers and suppliers is positively associated with a strate- 
gy based on systematic change; and that these two strategies are 
positively associated with performance outcomes in the areas of 
cost reduction and quality improvement. 


Relationships between Self-Concepts, Aspirations, Emotional Re- 
sponses, and Intent to Leave a Downsizing Organization / Mark 
A. Mone 


This study examines how individual-level factors such as task self- 
confidence, self-esteem, personal goals, job satisfaction, and orga- 
nizational commitment impact workers’ decisions concerning in- 
tent to leave the downsizing organization. Besides reporting the 
results of the study, this author discusses several implications 
drawn from the study for managing human resources in the down- 
sizing organization. Key discussion points have import for both 
planning and implementing downsizing, and for the management 
of the downsized organization. 


Executive Forum 


Rearchitecting the Human Resources Function at Northern Telecom = / 
James Kochanski and Phillip M. Randall 


This article reports the process and results of the Human Resources 
function’s work to change the fundamental form of its organization 
—reducing costs, globalizing and improving performance in terms 
of impact to the business, and improving employee effectiveness 
and satisfaction. In an environment of downsizing within the line 
and HR organization, a new strategic architecture was developed 
and is in the process of being implemented. The transition is dis- 
cussed, and the change process and lessons learned are reviewed. 
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Part One 


Guest Editor’s Note: The Employment Contract / Warren R. 
Wilhelm 


Psychological Contracts in the Workplace—A Lawyer's View / 
George S. Spindler 


This article contrasts the formation and enforcement of legal contracts 
with the formation and enforcement of psychological contracts. 
The author has held a variety of legal and managerial positions 
with a major industrial corporation. 


The New Employment Contract / Gary D. Kissler 


From the turmoil of the last decade has emerged a new relation- 
ship between employees and their organizations, one that openly 
challenges many of the management assumptions behind the im- 
balance of power between the key participants. Making a success- 
ful adjustment to this change has enormous implications in terms 
of sustained competitive advantage based on the ability to access 
and retain a committed and skilled work force. Human Resource 
professionals will find themselves caught in competing loyalties as 
their roles in this change process evolve. This article offers insight 
into this changing contract and its impact on the business 
environment. 


Psychological Contracts and Change / David E. Morrison 


The massive amount of organizational change that took place in 
the 1980s left damaged relationships in its wake. Implementing 
changes while discounting human need played havoc with psy- 
chological contracts. As leaders realized they did not just need 
more efficient processes and technology in order to compete but 
also needed motivated people, psychological contracts became an 
important topic. The author discusses the uses and misuses of 
psychological contracts and develops concepts for using such con- 
tracts as tools for understanding the human needs and problems in 
an organization—including the needs of the change agents and 
leaders. 


Human Resource Management's Role in Clarifying the New Psy- 
chological Contract / Ronald R. Sims 


This article discusses the importance of understanding and manag- 
ing the changing employee-employer relationship. It offers a brief 
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discussion on changing employee-employer expectations and pro- 
vides a definition and discussion on the importance of the psycho- 
logical contract in managing employee-employer relationships. 
The author presents several employee-employer interactions in 
which human resource management personnel can help clarify 
and reshape the psychological contract. 


Part Two 


Guest Editors’ Overview: Psychological Contracts and Human Re- 
source Practices / Denise M. Rousseau and Martin M. Greller 


Human Resource Practices: Administrative Contract Makers / 
Denise M. Rousseau and Martin M. Greller 


Practices used in recruiting, training, performance review, and 
compensation all contribute to employee beliefs in a psychological 
contract with their employer. This article presents the basic fea- 
tures of contract-making which human resource practices must 
manage. The authors discuss what organizations with multiple 
contract makers must do to align these messages in order to create 
a contract that works and can be kept. Recommendations are made 
for managing the psychological contract more effectively. 


When Promises Become Contracts: Implied Contracts and Hand- 
book Provisions on Job Security / Judi McLean Parks and Deborah 
A. Schmedemann 


The authors examine how lawyers, as experts, understand the 
wording in employee handbook passages that promise procedural 
protections for employees. Specifically, how the wording of em- 
ployee handbook passages can create both legal and non-legal obli- 
gations was examined. Forty-six lawyers were asked to make the 
following judgments: whether the handbook passage constituted a 
legal or moral obligation and what were the chances of the employ- 
er winning or being granted a summary judgment in a wrongful 
discharge suit. Five aspects of handbook passages were examined. 


Employee Benefits: A Growing Source of Psychological Contract 
Violations / Margaret A. Lucero and Robert E. Allen 


Since the 1940s the number of employee benefits provided by em- 
ployers and costs related to these benefits have increased dramat- 
ically. In the face of intensified product market competition, how- 
ever, more and more organizations are working to decrease their 
benefits packages as part of broader efforts to decrease labor costs. 
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At the same time, many employees have become dependent on 
employer-provided benefits to help satisfy basic security needs. 
This article examines the evolution of this predicament and the 
associated consequences that are likely to arise as a result of 
this conflict between worker expectations and employer practices. 
Ideas for resolution of this conflict are also discussed. 


Human Resource Practices as Communications and the Psycho- 
logical Contract / Richard A. Guzzo and Katherine A. Noonan 


This article examines the psychological contract and human re- 
source practices as communications relevant to that contract. The 
authors argue that employees, at certain times only, systematically 
analyze their employers’ HR practices for meaning vis-a-vis their 
psychological contract. Judgments about the adequacy with which 
their psychological contracts are fulfilled result from such system- 
atic analyses, and these judgments have important effects on em- 
ployee commitment. Practical implications of the systematic an- 
alyses are also discussed. 


Linking Strategy and Human Resource Practices: How Employee 
and Customer Contracts Are Created / Denise M. Rousseau and 
Kimberly A. Wade-Benzoni 


This article describes four common types of psychological con- 
tracts in United States’ firms and the human resource practices that 
create them. It develops a framework for understanding how each 
contract shapes employee performance, retention, cooperation 
with fellow employees, and customer responsiveness. Recommen- 
dations for more effective management of the link between busi- 
ness strategy and the psychological contract of employees are 
presented. 


Executive Forum 


Creating an Employer-Employee Relationship for the Future / 
Clifford J. Ehrlich 


Resulting in part from tumultuous economic conditions, the rela- 
tionship between employers and employees is being redefined in a 
fundamental and permanent way. Unable to take care of employ- 
ees in the same way they were able to during the post war econom- 
ic boom, the new responsibility of employers is evolving in the 
following direction: Employers are responsible for creating oppor- 
tunities for employees to take care of themselves. The author dis- 
cusses the following topics regarding this new relationship: how it 
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is evolving, what its many facets are, how to create new under- 
standing between employers and employees, and what are the 
leadership challenges it creates. 


Bookshelf 
Publications Received 


Issue 4, Winter 1994 


507 
509 


Editor’s Note / Dave Ulrich 


Announced Layoffs: Their Effect on Corporate Financial Perfor- 
mance / Kenneth P. De Meuse, Paul A. Vanderheiden, and Thomas J. 
Bergmann 


Conventional wisdom holds that when a firm gets into trouble due 
to lagging sales and rising costs, cutting the size of the organiza- 
tion to reduce fat and waste is a normal and effective response. In 
this study, evidence suggests just the opposite might be true. 


A Decade of Change: Managers’ Attachment to Their Organizations 
and Their Jobs / Linda K. Stroh, Jeanne M. Brett, and Anne H. Reilly 


This study compares geographically mobile managers in 1978 to 
mobile managers in 1989; significant changes are found in career 


patterns and attachment to the organization and the job. These 
changes and their implications for human resources are discussed. 


Shatter the Glass Ceiling: Women May Make Better Managers / 
Bernard M. Bass and Bruce J. Avolio 


This article focuses on emerging evidence which indicates that the 
trend in United States corporations toward high involvement work 
teams, consensus decision making, and empowerment may actu- 
ally benefit the leadership styles that women already exhibit. Pre- 
liminary evidence is also provided which indicates that female 
managers are seen as more transformational than their male 
counterparts—a leadership style that has been shown to have a 
strong positive impact on individual, group, and organizational 
performance. 


The Transition into Management by Scientists and Engineers: 
A Misallocation or Efficient Use of Human Resources? / Karen 
Roberts and Jeff Biddle 


A theme in the career paths of scientists and engineers is their 
transition into management. This transition is described as difficult 
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both for those who make it and for those who do not. This article 
uses Human Resource Information Data from a large research and 
development firm to explore an alternative perspective in which 
the transition is seen as an efficient human resource promotion 


strategy. 


International Human Resource Policies and Practices in Japanese, 
European, and United States Multinationals / Rochelle Kopp 


This article presents the results of a survey comparing international 
human resource policies and practices in Japanese, European, and 
United States multinational companies. The survey focused on the 
use of expatriates over local nationals in overseas management 
positions, adoption of non-ethnocentric policies, and the incidence 
of international human resource management problems. 


Executive Forum 


Why Quality Initiatives Are Failing: The Need to Address the 
Foundation of Human Motivation / Daniel J. Steininger 


Companies all over the United States have initiated quality pro- 
grams in order to meet the demands of international competition. 
However well intentioned, many of these initiatives have by and 


large met with failure. U.S. corporate leaders seem confused as to 
the causes of those failures. What business leadership has failed to 
realize is that there are certain underlying assumptions about hu- 
man motivation in the workplace that must be addressed before 
any quality program can be successful. This article addresses those 
basic concerns and provides a framework for business leaders who 
embark on quality initiatives. \ 
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